]

COFPY . .
Approved'§pr Release 2002/03/22 : CIA-RDP81-063#4R000200060043-9

14 Mey 1932

PERSONNEL DIRECTOR MEMORANDUM NO. 27-52

SUBJECT: 1952 ANNUAL CORFERENCE OF THE SOCIETY FOR PERSONMNEL
ADMINISTRATION

The annmual conference of the Soclety for Perscmnel Adminisire-
tion was held 1 and 2 May in Washington.  The general theme of the
confarance was, "The Public’s Integrest in Public Persannel Administra-
tion." A general session was held in the morning and specific aspects
of the topie of the general session were reviewed at panel discussicns
in the afterncon. Resumes of those discussions which are of partioular
interest to our Agenocy, as raparted by members of the Pu-sonnel Studdies
Staff, are attached for your infmationo

~ GECRGE E. MELCON
Personnel Director
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QENERAL OPENTHG SESSION: Looking imto the GaldePish Bowd.

Harold H, leich, Vice Presidemt of the Secloty amd Chajrman -f
this sessicn, cpened the comferenss with a brisf welooming eddress in
vhich he menticzed that there had teen a substantial imescase in
menbership dwring the last year. Mesbars of the Scsiety now wumber
over 2000 and three field chapters have recently Lsen established.

A, The first speeker in this sessicn was the Homerahle
BROOKS HAYS, Membor of Congress firom Avkensan, wwo, a8 a Congressman
locking into the gold-fish boul, sees as impartant the following pointet

1. An importent element of good adminlstration iw the attitude
of the adninistretor toward the legislaturs and his relatiomehips with
the menmbers of Congress. Congress must be he vterpretor of the ew-
ecutive’s acticms to the publis, It is the buffer o go-betuean of the
pecple and the exscutive branch, This fect temde to be cveresphasis
by Congress swhile 1% is minimised by the administraters,

2. An importent oorollary of this polnt le that the administra-
tion must have the preper attitude towards the waves of ezomony imstituted
by Congrees. Congressicmal imsistemce upcn eccnomical
dollar is only right and proper amd respomnive %e the demazds of the
people, bul the exscubtive is in e better positiom to do scmathing about
it. Vhile 4% s a matural desire cm the part of sdministrators to ax-
tond and implement their programs to the fullest extont possible, 1%
is aiso nesessery to realise that we can’t previds everything for every-

3. The necessity for a lemg renmge view of desirsile abjestivas
is pert of the cverall nesd, on the part of both legisiantore and ad-
ministrators, for o perspective thet will £it the small seguent of effort
into 1ts proper place im relation to the total effort amd the %otal nesds
of the pecpls of the world. This need of vision is ooupled with the meed
for a sircere desire to help the pecple of the werld, The setcs of ad-
venture and the thrill of heipimg people that motivates the encergatie
and dedicated initiaticn of a new progran or astivity must scmehow be
retained a8 the program develops and beocmes the more routine matisr of
enforcing or carrying cut legislationm. o :

: 4+ The Congressman mist ocpen his eyas mowe videly ard inm 80
doing project himaself cmto the problems of the adninistrator, The
administrator, on the other hand, must be more tolerant toward Congrass--
mon, and not expect theam to be eaperts.
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B, Mr. Clem J. Randau, Diveoter, Radic Statioe WREW, and former-
1y Vios President, U, P., speaking as o citisen locking into the gold.
fish bowl, seee the following sirengths and weekasss in publie pevecknal
sdninistrations

1. The cutstanding wealmess of the Civil Servico is the
eppeais system vheraby you can’t got rid of the "dromes® in goevarnment.
It is sc much eesier to tramsfer an insfficient werker tc another's
peyroll than to zo through the%wtwm%prmdmwptm
rid of him entirely 86 few are astually separatad.

: 2, The standardised govermment Jargen wat pervades SVETY
governmeat office and preciudes tha poasitlity of comprebensicn bty the
businessman vho may come into government for a 8ix or eight moaths®
tour of duty is another weskmess of the administrative twanch.

C. The next speaker was the Homarable 4. S. -MIKE' MORRONEY, Undted
States Senater fyrom Oklahoma, wvho opensd his address with a fery remanks
directed at those vho say that the governmeni is the place whero pescnle
memwﬂhﬂumtogotje%andthmmmmhﬁrsdm
have them, His question to them would be, "What's so woaderful abeut
working for the Govermment?" Government wirkers are subject %o coastent
abuse from the public due %o the political mature of govermmemt. This
loads ¢ a lack of ospirit de corpe and lowered morale on the pert of
the workers., Added to this iz the disadvantage of living in g "
town” wviiere every aspect of cms's perscgal 1ife is jishle to irvestigation
or attack,

Scme of the aspeots of public perscenal administiratficn that a
Senator sees on looking into the goldfish bewl erat

1. The poor effects of umwise budget cuts. Many sims are
comnitted in the mame of eccmemy, but perhaps the worst are the so-salled
meat awxe, asross the Yzogrd, cuts. '

2, A pocr pay schedule, which is the rasult of en attempt to
oversimplify the problem. As it stands nov, the schedule fs too all-
embracing, Salarfes for the meny Federal explloyses cutside of Washinglen
should be scaled to the Ermﬂing rate of the area, This system has been
most successful for the dbius collar workers and showid bs appifed to
salaried workers as well, Another fault of the pey schedule is that 4%
favors the lower grade employess at the expense of the higher, a sitmation
vhich the last pay boocet dia nothing to cerrsat,

w 2w
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. 3. There is nesd of a botter romotion system. The bwnd man
leave the goverpment because of lack of recegnition frem withim., Those
vho remain ave, for the most part, those vhe do 120t have the eppartunity
to leave. : ‘

. 4e A good aspect of the Civil Service is that it is a carear
servioce. . . _ _

, . Semator Monroney closed his address with a "oommercial® for the
Clean Government Bill, in which it is propowed that a “luz ribbon” Civii
Service s set up in the Bureau of Internal Revarss, Thuro is a great
zesd to restore public oonfidence in the Burean, ard thir bill =ight be
& step in that direction by imsulating it against politiee]l inmtervention,
This program would put an incentive system im the goverwssmmt servica.
There would be faster promotions; especially for the young men, who are
apt to become discouraged when they find that their chanese fer getiing
ammumdmmtwthtra-mam-mmtw
sithar die ar retire. The applisation of this systen would reguire a
‘flexitle Civil Service Commissiom which wemld rocognise the d4flerences
amcng -the esployese of different agencies and world perait the hand
talloring of the progrem to it agency meseds. Ar adninistrater of this
*blue ridbon" service theresiculd be g specinl assistant ¢o the
Conmissicn who would be in charga of persomnel matters im the Rurean of
Inhrmi.ﬂdmnndﬂomidhequﬂinrmkto the top lewel in the
Ccamisns - + Y .

D, The closing address of the ogmiag sessicn vas delivered by the
Honorable ROBERT RAMSPECK, Chairman, United States Civil Servioe Coamission,
Commissioner Ramspeck opened his remarks by stating that thers iz a need
for the public tc become betier aoquainted with the governuant verker

arxd his work, simce better public understanding asd suppert are ezscntial
for better government. As omo lockinmg cut fyom within tho geldfish bowl,
the Commissioner sess the Civil Sarvice Cammission providing leedership

in the improvement of public persannel administraticn, in the felloving

vayses '

1. Extension of the activities of the Expert Examimers to the
ield, !

2. Expansion of the Exeoutive Dmlopapnt Frograma,

3+ Expansion of the Career Development Progran (formerly
Administrative Intern Frogram)

4. Imphssie on the conservation of manpower and ocoperatics
vith the Bureau of the Budget in the preparation of Circules &4, which
points out hov manpowver may be conserved. '

.
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S« Aotivities of the Inspeotion Divisicnm of the Commissicn
which gives the varicus sgencles manmy comstructive suggestions and aids
them in solving their mprebliems,

A mmber of the massures wvhich would aid in effective perecznel
adninistration in the Pederal Servics are dependont upem the legislature,
The following are listed as the legislative goals sought by the eom-
misslion in the interest of better mamagement:

1. Revisicn or repeal of the Vhitten amendment restristing
promotions.

2. Eliminatiom of the lsave accumulation ban rider.

3. Retirement legislation and adequate approprizticms by
Comgroess to imsure the integrity of the retivement fumd aud at tho zame
time give employees maximum coverage.

4+ FPassage of the Federsl Personnel Recruitment Aot, which
would decentralise resruitment by delegating respousibility for the
performance of this fimctiom to the agencies.

% Change in legielation 1initing the mumber of perscanel
people im agencies, The needz of agencies fur personnel workers wvary with
the point in tims and the activities of the agenty, as well as the
mmber of pecple in the agenny.

In addition to the above changes, Commissiomer Remspeck propesed
that a top-flight management expert -~ probatly from private indvetyy o
bs empleyed by the Government at a salary of arcund $50,000,00 a yerx
to stimilate management efforts in Pedersl agensies, This person shiould
seTve on tha Fresident’s staff and should be responsibie for the
modernisatiom and etreamliining of Government managemont rractioss, To
supplemant the work of this man there should be a "earesr busimoss
mazager” in cach departmsnt and agemoy, wvho would be directly under the

agenoy head.

Comnissioner Ramspsok conoluded his remerks by answvering a
charge nade by cue of the other speakers (Randau) ooncerning the dif-
ficulty involved in separating an insfficient empilcyes. ‘he only thing
standing betwsen an inefficient employee ard separation i the lack of
courage on the part of administrators, and the problem would nover come
Up if proper use were made of the probatiomery periocd. '

o & =
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Tinorsdey, 1 May 1952
Sudbjeot! BETTER GOVERNMENT THROUGH BETTER PEOYLE

PANEL DISCUSSION A: gan Go;wmnnt Compete Sussessfuily fer Superier
ecplle

EANEL

Chairmans JAMES M, MITCHELL, U, S. Civil Sexrvice Camisasicncr

ALBERT J. CAREY, Asst. Deputy Administrator, Progrem Requiremsate
Defevee Freduction Mnmiplstretion.,

VERMON D. NORTHROP, Administrative Assistant Secretary, Departsent of
Labor,

LEONARD W. VAUGHAN, Parsomnel Directer, Gearge Washington Univarsity.

KENNETH O. WARNER, Direotor, Civil Service Assenhly of tho Uniisd States
and Ceneds .

RISCUSS TON

At the cutset, it vas generally agroed that tho Pederal
Government could not compots, paywiss with priwts indusivy, for the
servios individuals.

The Federal Government can counterbalance this fastsr %o a
large extent by concentrating on influszsing the jodb decisioms of
supsrior individuels by the following methods suggested by the parals

I Arrange to bave the public schools incorporate in thoir
civics courses details of the work porformed by key persoanel
in specific Departments of the Pederal Governmont. Such de-
tails should be presented in sush a mesnner as to arouse the
interest of proapective applicants for such jobs,

II Establish better public relations with colleges and unie
wersities by: i

A, Cowvering them on a year-round basis with ccmpstent ro-
cruitment persconel.

B. Provide the professcrs with a mare thorough knowledge of
the oppartunities offered by & career witk the Federsl
Govermment, by a more extensive use of the’r services on a
pald censultant basie.
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C. Cover all comferences of College Plaoement Officers with
qualifisd perscnnel in order to bsccms peracmlly an-
quainted with thoze officers and their ovm uwmniqus pliace-
meat problems,

D, Sell the heads of oolleges ard vniversities on the
‘s vital need for suverior persons,

III Contast prospective oollege candidates at least by theiy
Junicr year in crder to provide parsanal guidance end advice
throughout ths remainder of their coliege year.

IV  Arrange with private industery a program for the mutusl ex-
change of bsth potential and asutal key perscemol so thad
both Governnent and intuetery mey havs & greater undsretending
of the other’s spesial probleas.

V  FProvide a more flexible system of persomel selection fer the
more important positions in the warious Departmentz of the
Government,

VI Put into offect a vastly inareased treining prugran Jor
Government empleyess in crder to rrovide s pool of trainod
personnel ready to teke over key jobs,

VII CQOrganizse a public relatioms progrem aimed at informing the

general public about the vital roles performed by koy men
in the various Departments.
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Thursday, 1 My 1952
Subject:t BETTER GOVERNMENT THROUGH BETTER PEOPLE

PANEL DISCUSSIOR B: How Can Gowesmment Motivate and Rewerd Superice
Performenoe?

TANEL

Chairmans ARTHUR S, FLEMIING, Asst. to the Direotcr (Mampower) ,
Office of Defense Mobilisstion.
‘President, Ohio Wasleyam University

EDWIN N. MONTAGUE, Directer of Persommel, Deperimsnt of Stats

CHARLES F. PARKER, Organization ard Methods Exanminer, Buresu of the
Budget

MOTTRAM P. TORRE, Psychiatrist and Peraonnel Consultant, Mutual
_ Security Agernoy

CHARLES CUSHMAN, Persmnol Administrator, State of Rhede Igland,
President, Civil Service Asseubly of the umm
States and Cenada.

NOTE. It should probably be noted that the presonse of & "reward" d«n
not always stimulate an individual to engage in "revard-pursuing”
astivity. If it 1s oconceded that "reward-pursuing” astivity is mmny
"need-satisfying" activity, it mey be comcluled that it is the existencs
of a "need" rather than the presemce of a "reward" which spurs the '
indlvMual to a@tiona Heme, the task would appear %o be, first of all,
to reaognis g basio pgeds of the Gowernment employee (probably sush
needs are mot wmiike those for nom-Government eaployse); sesondly,
dentifx the rewards whioh will satisfy those neods, and; third, mpke the
rZevards qooesgibig to the Govermmsnt emplleyea.

DISCUSSION

It vas suggested at the beginning of ths session that the membors
of the panel direst their attention to the employee “om the jeb" rather
than toward the problem of motivating eitigens %o seek Governmont ewpley-
ment. HNevertheless, some timo vas dovoted to the zubject of "solestion"
and to "What motivates pecple to come to work forr the Government?" It
vas felt that an intangible "spirit of service" provides at least a
partial ansver to the preceding question. There is an imcreasing swareness
of the importance of the Govermment in mational end intarnetionel affairs.
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Hovevar, "tourisa” vas memtioned as o prinmeipal resson for entvanse
into the Forelign Serviss. Untertmmns » Foroligr Servics persommnel
usially do not do a groat deal of "tewrieg” and, comsequently, the
turnever rate is relatively high among Foreign Service eaployoes.

The suesess of the Junice Management Aesistent and Junfcw
Professional Assistant Programs vas introduced as evidemco that better
pocple are osming inte the Govermment. It was esuggested, hewsvew,
that the JMA's epd JPA's ars, in somo respeats, too selest. That is,
they ride in em "vhite chargers® and scen discover that ﬂm-e are
fower oppartumities for application of their wmususl ¢alente and
energlon and fewer @mmmitiw for rapid advencemeat than they had

ucipnmo

o . Although the title of the sessiom implied a precegupsztifieom with
“supuriw" perfermance, the membere of the pensl agrosd that it musid
not-be infarred that "infericr" performance will be tolerated o go
unnotioced. 4is cne member of the panel put it, "Every ren needs a pab
on tihe bask, either high up or low down."

On the subject of employee seleation, it was pointed cut that %oo
mmh omphiasis 48 baing placed on resdily measursble ekills and too
Iittle on "interests" and persemality factors sugh as emcticpal
stabllity and maturity. It was felt that "empleyimg highly motivated
parscamel” did not provide a particularly adequats sclutlon of ¢he
question being disoussed, but introduotion of the ides led to the
general agreemnt that there is a naod for mush move work in ths aros

of "motivation testing.”

In order for "superier® performance to be rewarded, it will first
be nessssary to dsfine end establish "standard”™ parformanca. Thia deme,
the empleyes must be convimoed that superior performence will be sultably
revarded. If there is nothing to bs gained from "deviation fHirca the
standard", most Oovernment employees will be leath to so dsviste., A
fagtar to bs taken into ascount is the effect wvbich supsrice perfermence
of the iIndividusl will have upon the group. It is not diffiscuwit for the
group to resent and rejest the superiocr individual. The gquestiom of
rowrding superior employees becomes somevhet more complex when viewed
in this oontext. The underlying morale prohiems whish throaten to
manifest themselwes in "border-line® and "teesher’s pet" cases ls a
fasctor to be rsckomed with,

: The suggeztion that "tco muh security treeds complacenoy” wes re-
ceived with mixed foelings by tis pancl members and the participating
audience. While it wvas eonoeded that there 18 an elément of trath im
the statement, it was pointed ont that a semee of sesurity mst asscupeny
the doing of a satisfactory job. Empleyees, ospesielly those in tlis
higher echelona, often feel insecure because they haw nol grownm imto
their jots. Understanding the job was given great camphssisz, Ths

c‘:i:::
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empicyce mmt be treiusd to do his job well amd must undcratand exsotly
vhat is expected of him., Thers must be a clear-cut delinsation of
responsibility and suthority and the empleyee mzst bs able and “alloved®
%0 soe himself and his work in terms of the goals of the crganisation.
Such goals must be tangible and snocees in their ashiewemsat mus® lemd
itoelf to scme degros of mcasuremsnt. Over-all crganisaticmsl geals
may be tWrokem down iamto "divisionm goels® and "unit geale™. There st
Do infarmatiomal fesdback. Easch emplcoyes has a 1right to b avare &f
his sucossses as well a2z his failures. Thers muat be pocitive as welld
as negutive reoognition. It must be singere resogniticn. Ko ome is
focled by "soft scaping."

Ingvitably, the importent rcle of the superiiisor ressived gems
siderable attention. Teo often, superviscrs are chesen cn tho basis of
their teshniocal compotanse with 1itile or no regard for administrative
ability. It was gemerally agrecd that the superviscr is probebly in
the beat poeition to stimulate the employee to perform in a suparicr
fashion, although it is enly the exveptiomal suparviser who does 80.
Vhy? Poor superviscry sclecticn has beem menticzed. Lack of "motiva-
tien to motivats” 18 no doubt equally important, This Damctien of
supervision has not deen given proper enphesis. Top mensgement has
failod to place any premium, as far as the supervisor is concerned, on
*guployee resogniticm.” It was pointed cut that the ability toc recegnise
supericr performance is as izportant as the performance itself., /
not passive, recognition is meant bere). This ability shonld bs gome
. sidered at the time of superviscry selecticn, enssuraged, and prgwsrded
by top managemant,

Incentive Awards Programm did not fare too well at ths bands of
several members of the audience. Avards avallable to the ambiticun
smployee faill into thres general categories; i. 2., lmsentive awards,
suparior acoomplishment awards, and management luproversnt awerds.
There was no discuspion of the warisus types of awards, as such, bud
the andicnos, many members of vhich had had first-hend expariense
with programs in their own agencies, reacted rather wvshemiantly to the
suggestion that the Incentive Awards Program comstitutes = satisfaatory
stimius %o superior performance. It was pointed out that the atataites
svhiech authorise the programe are ambigucus and overlapping. Awvards for
identical service mey vary widely depending upen whiash slatute the
award is besed, Imstructioms to operating officials are complisated amd
diffioult to wmderstand. The edministration of the plan in itself tends
to creats morale problems simoe processing of & suggestion or recomtended
avard Gsually takes so much time that the employsa begsomss impatient and
hoatile and tends %o lose any vestige of faith iz the progran. In sces
instances, the programs tend to be paternalistis. In a ozse cited, an
agenoy periodically requests ite superviscrs ¢o submit the namas of
empioyees who deserve (o be rovarded for superier performusee. I$ is
then nesensary for the supemiscr to "pisk® an empleyee vhose work has
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been "somswhat better® than the work of the other employees. Hatwslly,
this situation leads to resentment on the pert of the employees vho sre
not chosen for the award. It scems doubtful whether the advantages of
recognising the work of a single omployee cutwelghs, im this situation,
the disadvantages of failing to recognize the ctaers.

The "performancs rating” also received atteatiom, but dié not stand
up much better than did the Incentive Awarde Programs, It was quiekly
pointed out thet the performance Rating Act of 1950 1s mush batter
known for what 1t "un-did” than for what it "4id", Presumably, om-
ployees will stirive for a rating of "Outsterding”, but the existing law,
with the help of the Civil Service Commission Reyulations, requires
such a complicated and time-oonswming precedure incident to giviag
this rating that fev superviscrs are prons to invoive thomselwes in it.,
It was also pointed cut that caly a supsrhumen emplowes could qualify
for the award in the first place.

Mequate use is not boing mmde of the tocls at eur
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Subject:
PANEL DISCUSSION C: -~ Does Government Neod a Career Exocutive Fool?

EAEL

Chairmen: John J. Corson, MsKinsey and Compeny, Menagemont
: Comsul tants.

G. Lyle Belsley, Assistant Admisistrator for Industyy
Adviscry Committee, Nationsl Productiom
Autherity,

Harold Stein, Direstar, Commities on Public Ad-
miniatration Cases,

Iather C, Steward, President, Nationa)l Fedaretion of
Federal Emplowees.

Earl P. Strong. Director of Exacutive Dawlcmat,
« Civil Service Commissian.

RISCUES IO

. The firet question to be answered is how many exscutives are needed
each year? For purpcoses of this discussion, exscutiwves will be cone
sidered as those in grades (S.li and above. There are ths following
numbers serving under the Classification Ast in those grades ot tho
preeent timet

G5=14 7,050
Q@S=15 3,168
GS-16 %2z
S-17 218
Gs-18 B
Total 12 pm

About cne half of one peroent of the total number of Pedewral ame
ployees fall in this category. The replacement rate in these positions
is about 12 per oemt a yoar, considerimg only cemplete soparatiocns and
disregarding transfers. This means that thero must be an intake of
about 1300 executives each year. This turncver rate, wvhils not high
compared with industry, iz & recl incentive in government, It is &
healthy thing in that it means s pericdic injeotion of nov draine end
nev ideas, However, thare is & definite need fer a new methed of
planning for rephaomnt of top omscutive talent. In the past thie has
been left too muoh to chamde. A promotion wams eaught like the itch in
school = by sitting next to 1it,

ol o
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There is a great variation in the characteristios mecded by
differant agensies for their top sxecutive jobe, This difference
is not =0 much between the claspified servics ard appointments sinse
there is a strong movement upward as mere and meee appoiniments tend
to be mads from within the career service. These nesds are cocasioned
more by the nature of the agenasy, as, for exemple, a different set af
talents are needed bty a Searetary of State firom those required by an
admninistrator in the FEFC. .

Needs wary in time, In the beginning of thas 1ife of an agenoy or
progran thers are needed pecple of great inStiative and wislom, and
possibly persons of great perscpal rrestige, wheress, when the
adninistration of the lav or statute tescmes mord routine, these qualifi-
oations may not be needed to the same extent that thay eriginelly were.

As part of a plan for prepering for a supply of opsrating exmati-
tives, there mist be an cverall mrogrem fer evaluation, a comstant
search for "promotables" and a program which will give them an op-
portunity to expand. This would inelvde movemen: asross agency line.
Only when thore is no adequate person in the entire Fedoral establiehe
ment should outside talent bs Wwrought in. There is at the present
time a great cveremphasis on the Besessitly for guing outside, ecpesially
vhen the problem of staffing a BV egency arises. This is a problem
which is ccmstantly recurring, and wiich always vili be , Howovery, 3t

the way of "promotables™ imstide the governmantl, them to begin locking
for the nesessary qualifications en the cutside. Wnile 1t is undeubiod-
1y true that there may be a series of exssutive Jobe fer ubich the aureer
progran dces not logically prepars pecple, there is also z desided

There are many problems nwmgmtapmnuothmismtal
movement. The first problem 1s enticing pecple already in the top
mamﬁmthekwo:;ntjobh&;mﬁmmichmybamamw

ary agenoy, or ewén & suppos it ar Ao
Their reluctance is understandable. The nfwm :lgmght m
battle for survival, the job at the old agenay may be no longes available,
and the person will be in the unocafortable position of deing forced to
turn to his friends for help im finding a suitebla ocpaning.,
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 DISCUSSION

Application of persomncl research findings is, at the preszent
time, nore diffiocult than most personnsl teshnicians realise. The
difficulty appears to stem from the fact that the average cperating
official does not have the tims or fasility to forret cut useful in.
formation from the bulk of personnel research material vhich passes
aorces his desk; the findimgs are too wague and thearetical amd
couched in the langusge of the research analyet rather than in tesrme
ossily understocd and wseful o the operating officlal; the research
is often based or an “ivery tower" analysis of cperation problams; re-
search findings often oonfiiot with the basic mores or the cperating
official (e, g., women are as capable as men) and have 1ittle chamse
of practical application.

If researeh Is going to be of any value to tho cperating official,
the researsh analyst must ocome down ocut of his tower and werk directiy
with and in the situation in which his findings are 1o bde applied. The
young Ph. D, must set aside his "theory" and examine the practisal
aspects of ths situation, This is true in personnel ressarch where it
is not necessariiy the case when dealing with "things" rother than vwith
"pecple,.” The one is too cften mistalten for the cther. Parscawel re-
search performed in an operating situation is further compiicated by
the need bLut lack of opportunity for sdequate control in the situation
under study. During World Wer II, the Departmeat of tho Avmy was able to
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iake substantial progrese in many areas ef perscansl resceroh becavse
at thet tims there wvas an opportimity to work with groups of ataetie
tiocelly significant sise im more or loae controlied sitvaticimn. This
cpportunity doss not presoat itself tuo oftenr, howewer.

Perscrnel research isusvally walid vhex applicable tc groupe,
but boglos ¢o loee ite walidity and valum, es far an operating people
ars convernsd, when the msed arives to apply the findiungs o an in-
dividual caso. What is true of “Adwminfistrative Assistamia® in
general, may be of little worth in dealing with Jehm Dos, a Ticrticular®
Adninistrative Assistant,

It wvas folt that elther (1) the resesrch man must twanslste hie
findings into terms which will be useful to the sparatimg officlal or
(2) the operating must edusats himself im the "jargon® of %he ressareh
group. A solution will prebebly require a betiter understanding and
appreciation by both groups of the werk of the other, Betler uss of
stalf men by operating officials wus suggested as ancther =zers of
breaching the gap. The effective staff aid shouid ssparate tho whest
from the chaff and present the usmeful personnal research materis) to
his chief in & form vhich will be reefily undersiecd.
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A progran must be devaloped under the guidance of the Civi2
Service Commissicn vhereby:

l. Exmesutive talemt will be idemtifiod,

2. This talent will them be trainmed and develoged,

3. This Mmtvmuhcmth'mghmttﬂuhﬁm
utablhhumtandt&navﬂihnvﬂdnchmfw
novanent

4o There will be premetion an® movemant across
lines to a much greater extent thun there is rnow.

5. Salaries should bs patd batween aasignmnts or in
the periocds vhen a perscn is in tle procase of
transfer from cne agemoy to another,

6. There should be iwnity firem reducticn in foreo,

7. This policy should apply to overseas perscunal ee wall,

A program like this would have to werk both ways. If the governe
nent is going to provide sll of these bonefits to these people, thare
st be some gusrantee that when an energancy arises and ¢ certain
type of talent is needed in a ocrtaln plase the person who pessessan
the type of telent meoded will be available. In gther wards , @om-
Plete mobility in servica deperds upcn the acceplanse of goverumsnt
employment without reservation, It implies a fosal point from which
oxsoutives are dispatched to all points of the warld, whanover and
vherevor the neoed arises. There might be diffigulities invelved in
finding peopie vho were willing to accapt such wocnditionnl exploy.
ment. However, the advantages would be ocnsideruhle to the indivicual
and would perhaps serve to attract a suffiectcnt inmber of high
cailber executive talent. Such s system works wory satisfeotar
for the British, who have a omtral occre of Yestablished” civil servants
wvhose temme is absoiutely securs, but who ascep! employment umcendi-
tionally., We have such a "eareer ocrps” in the Foreign Eervics, 50 even
Tor us the expansion of this idea to include ths entire Federal Governe
ment would not be without precedant.

Closing Sessica:
Addresss Frances Perkine, U, S, Civil Servise Comicsioner
"A Dublic Service Resvomeible tn the Publie"

Perscunel menagement must be considersd an art rather than an exagt
solence, because you are desling with ‘people and “people” implies
individuals, Individusls cennot be sucoessfully msasured ia every respect,
or their behavior predicted. Therefore, people as indivicuals, cannot
be managed by a set of rules and regulations whish will ecver every
exigency, but must bo trained and managed through aantaot with othes
people, by example, and by precept. Unfortumately, the trend for ths
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last several decades has been to do swerything eacording to regulation.
Administrators spend hours drafting the exast wording of a new sed

of rules, and lose sight of the fact that this one set of rules is
attempting %o covar the Lehavier and the reasems behimd the bahavicr,
of large numbera of imdividuals who differ from each other inm as rany
waynB.

Somehow wa must provide for greater delegation of sutherity,
Different psople approach a problem diffsreutly. If we choscse goed,
intellligent pecple who kmow the overall ebjestives of a pregran,
wa_snguid rernlt them to ashieve these ob "“"éﬂ,t,f.,,é:: $he vay thab 1s
beet fox theg. It weuld probably be more efficlent and sfPective
in the Ilomg rum than trying to feroe them to operate along set limes
that may be at complete variamce with thelir mest effective ways of
mkmo .

This attempt om the part of persemnel sdmindetrators to it the
sane shoe to soveral miliion feet is only arother symptom of the pree
vailing illness of cur times — the passing of iadividuslity. There
are other indicationss the unifarmity of dress, of taste in
entertaizment and literatwre, and sven of geels sed ideas of what
csonotitutes sucoess. Pecple sat, drink, weer, and evea think, the
same things, :

One of the more insidious forms of this disease is tha applioa-
tion of the rule "sverybody does it® to activities. This stews in
part from the lack of any attempt om the part of cur sghosy eye tems
and ipstituticns of higher education to Lesch yomg people to
distinguish between right and wrong. In the absonse of awy better
er!.t:;m the cnly msaoure pesple are left with is what other reople
are o .

Cur strength as a nation, our inventive genius and ingenuity,
came from a differemtiation of pecple. The end produst of this trend
tovard uniforsity can only %e a mass nerveue toeckicwn o mass

mediceity.

Scmshow v» must get the bsst psople in govasrmment. To do this we
must devalep for curselves mev tesimiques to aid ws 4n the estimate of
charagter. Ferhaps Af ve coavines the sdusators that strongth of
charaster is a merketabtlo commedity, they will wWtimately put 1% baok
in the curriculum,

Pl A

= b =
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